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Proposed objectives of the discussion. 
The document 1f1982-1983'Programme and Budget GuidelinesIr of 17 
December 1980 was distributed for info$mation by the CGIAR Secretariat. 
The purpose of the present docu?nent is to assist TAC in defining its 
specific role (para.1) and contributions in the wider process of programme 
and budget preparation and review (Annex I). This Secretariat paper 
analyses the probZems faced by TAC in this process, so far (paras. 4 to 14) 
and submits proposak (para.'l5) for .diseussion:&d decision by the 
'Committee as to:-the procedures to be foZZowed: 
(a) at this meeting, under Agenda item 11 'Preliminary 
Review of the Main Programme Changes proposed by the 
Centres for 1982 and beyond"; : 
(b) betieen the 25th and 26th meetings, in preparation for 
the review of the progranune and budget requests of the 
Centres; 
(c/-:.'at the 26th meeting, in particular the sequence of the 
discussions with the Centre Directors. 
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- '(1,) Background ." - 
1. At its 23rd meeting TAC reaffirmed the role which the Committee 
(i) "Asanindependent advisory body to the CGIAR, TAC should - - - .-..~ -_. -*_ 
'.- /i 
eon-tinue-to focus its attention on the overall priorities 
" f or agricultura?%%ZZF~h-in developing countries,, and on 
)r the genera2 pattern of resource'-allocdtions by the Group and 
the effectiveness of their use;in relation to these priorities, 
',' r. i&&ding those for new initiatives.. It should maintain 
. 
_. 
‘. 
I 
- 
- 
.__ 
- 
- 
sufficient surveilZan& of the;IARC progrommes to,be in a 
position to advise.and assure the CGIAR on the appropriateness, 
reZ&nce, and scientific quality-of the IARC progrannnes." 
(ii) "TAC, being mostly concerned with the overview of the CGIAR 
'. 8 L system radon the respective IARCs, in the contiext of other 
ongoing activities at national,. regional'and international 
Zevel, should give particular attentionto the long-term plans 
of th‘e IARCs and their implementation, the changes in the 
mandate and strategy,and the devoZution of certain activities 
to national programes as may be feasible." 
(iii) "The consideration by TAC of the programmes~and budgets of 
individua~l~centres a&of new initiatives should be made in 
the spirit of the paragraphs Ti) and (ii) above so as to ensure, 
2' in particular, that its findings and reconunendations as regards 
priorities arid quinquennial reviews are adequately followed up. 
: TAC considers that the matching of the budgets with the resources 
available is an appropriate task for the CGIAR, its Secretariat 
and the IARCs. The role of TAC in this regard is to give the -. . 
CGIAR and its Secretariat relative technical assessments and 
priority ranking of programme changes and new initiatives across 
centres." 11 - 
2: These statements were in full accord with earlier recommendations of 
TAC itself, of the sub-committee of the CGIAR on Centre Review Procedures in 
1973 L/,:and of the first CGIAR Review in 1976 31. In practice, however, - 
l! Paras. 42, 43, 44, Report of the 23rd TAC meeting, AGD/TAC:IAR/80/18. - 
21 Page 3, :para:2.a., - Report of Sub-Committee on Center Review 
.Procedures, CGIAR, 5 November 1973. 
intends to play in reviewing the programnes and budgets of the Centres as 
-follows: '. 
3/ Recommendation No. 18, page xiii; - last para. page 101 and first para. 
Page 102, Report of the Review Committee, January 1977, CGIAR. 
_ -Ip.--cJ -. , ~ ~ ,' 
,. 
TAC faced a number of difficulties in reviewing the programmes and budgets 
‘of the Centres .at its '24th meeting.' The.Co&$tee, therefore, made a series 
of recommendations on the guidelines for the preparation of the programmes 
and budgets of the Centres, which were recorded in the minutes of this 
meeting I/! ,, ' 
. 
- 
- 
3. This subject was further discussed by the CGIAR Secretariat with the 
Centre Directors when meeting at the Centres Week in Manila. Guidelines for 
the preparation-of the 1982-83 prograrmnes and budgets were subsequently 
issued by the CGIAR Secretariat on 17 December 1980. Copies were distributed 
for informationto the members of TAC; These guidelines p~o~.i&Yaframework 
and time,table (see Annex I) within w.hicB -TX--i& expeited 'to contribute to -.--- 
. the process of preparation and r.eview of programme and budget documents. The 
purpose of the present paper by the TAC Secretariat is to assist the Committee 
in defining further the scope and.the nature of TAC contributions to this 
process:. An analysis of the problems encountered so far is presented and 
.I procedures are'suggested. 
, 
(2,) The Problems ', 
. 
4. Since its second meeting in 1972, TAC has been involved in reviewing 
the programmes and budgets requests of the Centres. These were four in 1972 
and are now thirteen. But beside their growing number and the related 
financial stringency, there has.been a series of recurring problems, an - 
analysis of which is presented below. - 
(2.1.)' Adequacy of .information and documentation 
: 
', 
. 5. A first question to be raised is whether the documentation and 
information availabie to TAC and its Secretariat are adequate for performing 
the tasks set out on page 1. It concerns both the long-term planning aspects 
and the annual or biennial programme and budget requests. It also relates to 
the.general knowledge which TAC members should maintain not only of the 
activities of the 13 Centres and associated programmes but also of ether 
relevant national, regional and international activities. 
6. As regards general information on the activities of the Centres and 
related programmes, steps have been taken to give more opportunities to TAC 
members to get acquainted with the work of the Centres. Further steps may 
be required and proposals are presented to this effect under Section 3 below. 
l/ Paras. 148-156, Report of the.24th TAC meeting, AGD/TAC:IAR/80/28. - - 
- 
.._- . 
- 
- 
- 
- 
7. 
11 
As to‘long-term planning, three Centres - have so far undertaken _ 
this type of exercise and released a document to TAC; some others have 
long-term plans under preparation and/or haveaprepared some kind of long- 
term plans on the occasion of.the quinquennial reviews. These documents 
show large differences -in.their format, contents and degree of details. 
It is obviously difficult for TAC to deal with the long-term perspectives 
of the system unless the Centres provide, as requested, their proposed 
long-term plans. 
8.. With regards to-the programme and budget requests, there has been a 
considerable diversity in their f.ormat and information contents. It is 
~~""h?$e&~that-the guidelines‘iss.ued last December will bring more uniformity . 
and.completeness in their presentation and coverage, so as to facilitate 
'their .analysis by'TAC and its Secretariat, in particular as regards the 
programme changes and the'"core" and "non-core" activiti,es. 
, 
(2.2.) Timeliness in providing the necessary documentation 
9. c ' A recurrent problem faced by the TAC members and the Secretariat is 
that the programme and budget documents of some Centres have been submitted 
too late to 'permit their analysis and compilation bef,ore the 'summer meeting 
of TAC. The timetable for budget preparations and submission as recommended 
in the guidelines issued last December should assist in avoiding this problem 
(Annex I). Moreover, by requesting the Centres'to give advance notice of 
their programme changes as early a.s'January 1981, a preliminary identification 
of the main issues should be made possible at this 25th meeting 2/. 
10. In spite of all these efforts, TAC is likely to face again the same 
problems as long as some Centres finalize their programme and budget 
preparation as late as May or June when'their Board meetings are due to be 
held. Moreover, some Board meetings are planned to be held-later in the year 
after the 26th TACmeeting and it is not clear whether this will lead to 
further adjustments of the programmes and budgets documents. 
Jl.-&* s-3 ..* Another aspect of the problem of timeliness in the'submission of 
programmes and budgets documents is the fact that all the Centres do not submit 
their requests for.the same year. For example, in 1981 three Centres will 
submit their programme and budget requests for two years, four Centres will 
submit a request for one year only, while six are half-way through a budget 
L/ IRRI, CIMMYT, CIP. 
21 Only six Centres had provided such information on'12 February, when this 
document was finalized, and most of their submissions referred to budget 
changes rather than programme changes. 
- 
- ,. 
* 
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biennium an{ will present a mid-term report before submitting a new biennial 
programme and budget request in 1'982. It seems difficult under these 
cond.itions for TAC to assess one year the relative merits of programme 
changes of some of the Centres only against.the ongoing programmes of others 
which will submit their prograrmne changes the 'following year. It would be 
preferable that all Centres have the' same budge.t cycle'starting in the same 
year. Otherwise the notion of programme and'budget "baseline" has little 
meaning, If the same budget period would have to'be adopted, however, it 
might necessitate several adjustments in the length and frequency of TAC 
and CGIAR meetings. 
(2.3.) The degree of detail in TACreview of programmes and budgets 
requests 
12. The Committee stated on a number of occasions..that it wishes to 
confine itself to major programme changes and interfaces between Centres' 
programmes, thus.recognizing that other details are to be 'examined by the 
governing bo;lies of the.Centres and/or by the Secretariats. 'Nevertheless, 
in practice, TAC has found it necessary to examine.theaprogrammes and budgets 
requests in some detail and this apparently for three reasons: 
(i> 
(ii) 
(iii) 
it is difficult to draw a line between a "major" and a "minor" 
programme change, particularly whendealing with areas of 
possible duplication and overlap between Centres, and in the 
absence of long-term plans; unless TAC takes a definite stand _ 
on specific programme changes, its recommendations will remain 
- general and theref.ore could be subject to diverse interpret- 
ations by the Centre Directors, the Boards of Trustees, the 
CGIAR donors and the CGIAR Secretariat; ' 
relatively minor programme changes when accumulating over the 
years may result in significant shifts in programme orientation. 
While it is the role of quinquennial reviews to examine these 
chanpes,.it is necessary for TACto monitor these programme 
modifications; 
during the last two years, TAC had to face some kind of emergency 
situations in which an important shortfall between the budget 
requests and the expected level of financial resources had to 
be accommodated. Under-these conditions, it can be argued that 
TAC could not disregard the minor additional requests of several 
Centres, the cumulative effect of which could be as important 
as a single major request of another Centre. 
R 
- 
- 
- 
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- 
(2.4.) Differences in the interpreation of the guidelines 
and of TAC recommendations 
, 
13.' -, In several‘instanceq, the programmes and budgets requests of some 
' Centres were at variance with the recommendations of TAC and/or with the 
'CGIARSecretariat guidelines. Many of these differences should in principle 
have'been resolved at the level of the Boards of Trustees, in particular 
those which are,the concern of one Centre only. In some cases, however, 
these unresolved issues were brought to the level of TAC, thus adding to the 
difficulty of the Committee in dealing with the programmes and budgets 
.requests of thirteen institutions. 
14.. There are some issues whichtranscend the consideration of programme 
and budget requests of a single Centre and which may stem from differences 
not only between one Centre and TAC but also between several Centres and TAC 
(e.g. upland rice); When dealing with such issues, TAC has so far followed 
a procedure by which it seeks the views of the Centres concerned (and if 
necessary of independent c&sultants) and then formulate its own observations 
and recommendations in closed session. In practice, the timing of the TAC 
meetings and of the Centre Directors meetings has be@n such so-far that there 
is no opportunity for further dialogue between TAC and the Centre Directors 
when'TAC is formulating its recommendations. Moreover, there are at present 
practically no possibilities for the Boards of Trustees to.interact with TAC. 
The differences which may develop between TAC on the one hand,the Centre 
Directors and their Boards on the other, could be more easily resolved if 
TAC could have a more extensive dialogue with the Centre Directors and 
representatives of their Boards of Trustees during the TAC meetings. Such 
dialogue would perhaps necessitate new arrangements in particular as regards 
the duration and frequency of TAC meetings. 
(3.) Proposed Procedures for the Examination by TAC of the 1982-83 
P.rogramme and Budget Requests -_ 
15.. Several of the above problems:are not likely to be fully resolved until 
the-ongoing review of the CGIAR system is completed in November 1981. Mean- 
while, TAC should decide on the procedures to be followed in the course of ' 
this year. The decisions to be taken by TAC relate to the work to be done 
at this present (25th).meeting, the preparations for the 26th meeting and the 
organization of the 26th meeting. The following proposals are submitted for 
the consideration of the Committee: 
(i> 25th TAC meeting - It is proposed that, on the basis of 
available information on long-term plans and programme : 
changes, TAC identify the main programme issues requiring 
further examination; TAC should then decide on follow-up 
action as proposed below. 
I- 
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(ii) Preparations for the 26th meeting -. 
(a) Visits'to IARCs - Wherever major programme changes or 
important programme issues have.been.identified, a visit to 
the Centre concerned should be organized. This may involve 
TAC members and/or TAC Secretariat staff and/or consultants. 
These visits may be organized on the opportunity of the 
meetings of the'programme Committees and/or Boards of Trustees 
or other occasions.. Their purpose would be to get a better 
understanding of the proposed changes and of the views of the 
Centres on issues raised by TAC. The progress made in the, 
formulation of'long-term plans should be examined concurrently 
and any "inter-Centre" problem arising out of these plans 
should be identified. 
(b) Documentation.- TAC should give further guidance to the 
Secretariat <as to the documentation required for the 26th 
.meeting. It is proposed that the TAC Secretariat under.iiake. 
a compilation of the programme changes l/ and submit to TAC - 
an analysis of these, as it did last year. TAC may also wish 
'i 
to examine a first draft of the integrative report to be 
submitted to the CGIAR in November 1981. . 
- 
(iii) 26th TAC meeting - Two alternative procedures could be followed: 
- 
' .(a> ,The first alternative would be similar to the procedure - 
adopted last year, namely: a series of working group meetings 
for a preliminary'analysis; a closed session of TAC to review 
the results of this preliminary analysis; TAC discussions with 
the 13 individual Centre Directors; working group meetings to 
formulate tentative recommendations; discussion and finalization 
of TAC recommendations in.closed session. 
(b) As a second- alternative TAC may consider that it does not 
need to start with a preliminary analysis by working groups and 
then have separate discussions with each of the 13 Centre 
Directors, since specific issues should have been dealt with at 
the level of the Boards of Trustees and during the preparation 
for the TAC'meeting. TAC could, therefore, decide to have a 
.series of joint discussions with the group of Centre Directors 
as a whole on broad issues which are of general interest to 
the Centres. For example these joint discussions could deal 
with the pattern of resource allocations, long-term planning, 
l/ and if possible of the long-term plans available. - 
. . 
* 
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regional programmes, etc. The document, presented for the 
discussion of the following agenda item, suggests a 
number of such broad issues for discussion. After these 
joint discussions, the procedures as outlined in (a) above .: 
could be followed‘to formulate and finalize the TAC 
recommendations (e.g. working groups and closed sessions). 
, 
. 
.* 
. 
October 30 - 31 
December 
January ,31, 1981 
March 31 .. 
April 30 
April - June 
: 
June 18 - 27 
July - August 
September 18 
November 9 - 13 
Late November 
Early December Secretariat informs centers of funding for 1982. 
‘. 
’ ” <a 
ANNEX I 
1982 Budget Cycle Timetable " 
Consultative Group agrees with 1981-85 Five-Year 
Indicative Plan and members tentatively indicate 
level of contribution for 1982. 
- 
Secretariat issues 1982-83 Program and Budget 
Guidelines. 
TAC and CGIAR Secretariats to receive from centers 
preliminary tentative Change Lists. (see paragraph 
14 of Secretariat's paper on guidelines. If a center 
cannot dispatch its List by mail in time to arrive 
by January 31, please sent a summary by telex by 
that date and send the full List by mail in time to 
arrive by February 13). 
.I 
TAC and CGIAR Secretariats and TAC Chairman to re- 
ceive centers' draft Program and Budget Papers. 
Centers' Audited Financial Statement for 1980 to be 
received by Secretariat and donors. 
Centers to send to TAC latest draft of their Program 
and Budget Papers. If different from drafts sent 
in March, these drafts are to be sent to the two 
Secretariats and the TAC Chairman as well-; 
Dialogue between CGIAR Secretariat and each center 
on its proposed budget. Preparation of Secretariat 
Commentaries and submission of them to centers for 
comment. 
TAC and Center Directors' Meetings. 
Finalization of Center P and B Papers including any 
final clearance with Boards. Finalization of 
Secretariat Commentaries. 
Final date for dispatch of P and B Papers and 
Secretariat Commentaries to CG members. 
International Centers Week; 
Secretariat confirms with donors their 1982 contri- 
butions. 
- 
l/ Extract from "1982-1983 Programme and Budget Guidelines", 
CGIAR Secretariat, 17 December 1980. 
- 
